personnel. In this difficult environment one constant remains, the mission must continue to get done. Competing priorities and scarce resources put additional pressure on USAF leadership, causing them to require more and more from their personnel. In this everchanging environment, mentoring can be an effective tool to meet the needs of today's USAF and airmen. Used correctly, mentoring can orient, indoctrinate, and educate airmen about the military environment and their roles in it. personnel in the USAF during this same ten year period. Please note that this paper uses percentages over time when depicting trend data. This minimizes the impact force reduction or expansion programs on the data. The bottom line is that although USAF forces were drawing down during the early-1990s, the trend data shows a steady increase in the percentage of women in the USAF over the 10 past years. In fact, closer observation reveals that in 6 of the 10 years examined, the percentage increase of females in the USAF also increased. Specifically, in 1987 there was a 3.8 percent increase in the percentage of women in the USAF; in 1988 there was a 4.2 percent increase; and in 1988 there was a 5.4 percent increase. The end result is an overall 38 percent increase in the percentage of women in the USAF over the past 10 years.
Introduction
P e r c e n t a g e o f W o m e n i n t h e U S A F Y e a r force. By looking at the slopes, or the rate of change, of these graphs we note that the percentage of women in the USAF increased at a rate more than twice that of the civilian The discussion becomes even more interesting when we compare the civilian and military sectors. We have already seen that there are significantly more women in the civilian work force than in the USAF, by a 2.9 to 1 ratio. 
Thesis
Mentoring is a powerful tool which can be used to assimilate, develop, and grow tomorrow's USAF leaders. This paper looks at mentoring from a developmental perspective. First, we explore the background and history of mentoring, giving us a common foundation to work from. Next, we examine the positive affects of mentoring on the mentee, the mentor, and the organization. This section focuses on why mentoring is so important to the individual and the organization. Third, we discuss the dynamics of mentoring relationships, the nuts and bolts of how mentoring relationships work. Finally, this paper takes a look some at different types of mentoring initiatives in today's USAF. 
Background on Mentoring
Next we examine the background of mentoring, in order to establish a common foundation for the discussion and understanding of mentoring relationships. This chapter briefly reviews the origins of mentoring, defines key terms, outlines the purposes and applications of mentoring in the early to mid-1980s, and discusses significant changes in mentoring relationships from the 1980s to the 1990s.
Origins of Mentoring
Mentoring is one of the oldest forms of human development. Archaeologists and anthropologists trace its origins back to the Stone Age, when especially talented trappers, healers, and cave artists instructed younger people in the arts and knowledge needed to perpetuate these skills. Thus mentoring is the sharing and the ultimate transferring of information, knowledge, skills, and/or know-how from one generation to another.
Mentoring laid the basic foundations for early civilizations. 
Mentoring in the 1980s
Mentoring gained great popularity in the US in the early to mid-1980s. During that period, mentoring was used primarily to develop high-potential personnel and to assist in succession planning. This type of elitist mentoring was characterized by a single-minded focus on career advancement. The sponsor's primary role was to act an advocate and a During this period, the scope of mentoring-the target group it supported-increased tremendously. As stated earlier, organizations in the 1980s focused most of their mentoring energies on a few, select protégés destine for the executive suite. By the 1990s, nation-wide corporate restructuring and the associated personnel draw downs made organizations significantly smaller. Every employee now needed to be a major contributor to the organization. Every employee needed to pull their weight if the organization was going to continue to be profitable. The phrase "do more with less" was an accurate description of the corporate climate in most organizations. In an effort to make their employees more productive, organizations took a fresh look at their mentoring programs. Mentoring could be used to orient new employees while continuing to develop and update the skills of long-time, loyal employees. In-other-words, all their employees could benefit from positive mentoring relationships. Thus, the scope of mentoring programs was broadened to include instruction for the entire staff on everything from organizational culture to the rapid transfer of technical know-how, creative problem solving, and interpersonal skills.
Second, the fundamental focus of mentoring changed significantly in the 1990s. As you will recall, mentoring in the 1980s focused on developing a few select, high-potential performers in order to ensure succession planning. The end result of this type of mentoring was a younger generation of managers with the skills, methodologies, and mind set of the old regime. These managers were totally unprepared to face the challenges of a rapidly changing business environment. Mentoring of the 1990s was not only more broadly focused-encompassing the entire work force-it also incorporated training on new and innovative management techniques and philosophies. Corporation leaders begin to realize they could no longer afford to selected and train only one "golden boy" in the old ways of doing business. They needed to focus their energies on training all their managers on new ways of doing business, in order for their corporations to survive.
Finally, the roles in mentoring relationships have changed significantly since the 1980s. The most obvious manifestation of this change may be seen in the very vocabulary used during each time frame. In the 1980s, we used terms like protégés (referring to the select, gifted few) who had sponsors (implying a rigid, authoritarian relationship). In the 1990s, we talk of mentees and mentors (we already discussed the meanings of these terms practices were all factors in reshaping our military during this period.
Next, this paper will take a look at the impacts of positive mentoring relationships on the mentee, the mentor, and the organization. 4 Ibid, pg 18.
Chapter 3 Positive Mentoring Relationships
This chapter highlights the impacts of positive mentoring relationships on the mentee, the mentor, and the organization. It is important to remember that all mentoring relationships are unique and therefore have varying degrees of success. They take time, effort, and skill to develop. The more the mentor and mentee are willing to put into their mentoring relationship, the more each of them is likely to get out of it. In today's mentoring relationships, mentees usually have more than one mentor and mentors, more than one mentee. This section takes a closer look at mentoring relationships focusing on the way mentors help mentees grow and develop professionally.
Positive Affects on the Mentee
Mentoring relationships have many positive affects on the mentee. It can be very important to the professional growth and development of all employees. Mentors help mentees better understand the organization's "big picture". In the military, as in corporate America, this means more than just understanding the chain of command or corporate structure.
"Every corporation...has within its structure two parallel organizations: one visible and one invisible. The visible organization is described in flow charts, newspaper articles, and reports to stockholders. It is definable with projects, statistics, and reports, and it is quantifiable. The invisible organization is the shadow organization. ... (it is the part of the organization that) makes things happen. This is the political arena where the drama of power is enacted: the secret networks, the old boys' club, the insiders and sponsors, the mentors and protégés." After the mentee has demonstrated a sufficient level of professional savvy, the mentor may introduce the mentee to the power holders in the organization. Power holders are the decision makers in the organization. They are the leaders influence the way the organization operates. This is an exciting time for the mentee for there are many advantages to being exposed to the organization's inner circle-its power holders.
Periodic exposure to high level decision makers enables the mentee to learn faster, to develop a support network, to acquire powerful mentors, and to exert additional power and influence on the organization.
Some mentors are acknowledged experts in their profession. "Technical mentors"
provide a visible role model and a defined career path for their mentees to follow. In many organizations, mentees must acquire a certain level of technical competence before advancing in the organization. Technical mentors help the mentee understand and accomplish the level of technical proficiency required.
Mentoring relationships frequently go beyond the nuts and bolts of the organization.
Mentors provide a stabilizing and emotionally supportive influence on their mentees. 
Positive Affects on the Mentor
Mentoring relationships are mutually beneficial and have many positive affects. This section addresses the positive affects of mentoring relationships on mentors.
Mentors are usually powerful people in the organization. Some authors contend mentors are powerful people because they mentor. In many cases, the more mentees a mentor has, the more powerful the mentor becomes. As mentees move into key positions throughout the organization, they take with them the mentor's paradigms, ideas, and influence. Thus the mentor's influence spreads throughout the organization.
"...mentoring (relationships) help a mentor politically. For with each successful mentee, the mentor's power base within the organization increases.... Men, for instance, who are renowned in their careers have disciples who write about them, quote them, and invite them to speak." 3 Mentees increase a mentor's clout.
Secondly, mentors who consistently select successful mentees earn a reputation for being a good judge of executive potential. They have demonstrated they have the ability to recognize and to develop talent that the organization needs. As their mentees' successes mount, the mentor receives peer recognition and respect for being a good people picker and a talented educator and trainer. Good people choices reflect the mentor's good judgment and enhances his status in the organization. 4 Other managers in the organization may begin to recognize the mentor's success at identifying and developing talented mentees. Wanting the same success, these managers may seek out the mentor's advice and guidance on their employees. Thus mentoring is an effective way to increase a mentor's status within an organization. 
Positive Affects on the Organization
As we have already discussed, constructive mentoring relationships have positive affects on the mentee and the mentor. It is also important to note that mentoring relationships have positive affects on the organization. The more an organization encourages, supports, and works to build positive mentoring relationships, the more likely they are to benefit from such relationships. Probably the biggest payoffs for organizations, is that positive mentoring relationships reduce the organization's retention problems by forging a strong bond between the organization and its employees. Mentoring builds congruency between organizational and individual goals and can help reduce the isolationism new employees feel. 8 All these aspects add up to reduced attrition of new and seasoned employees.
Michael Zeh summed it up best by saying, "When a woman feels a part of the company, her productivity increases, she is less likely to leave and more likely to make important contributions to the corporation." 
Types of Mentoring Relationships
Although there are many types of mentoring relationships such as informal life mentoring, planned project mentoring, organizational-wide mentoring, and external/community mentoring, the scope of this paper only covers formal and informal career mentoring relationships.
There are three fundamental differences between formal and informal mentoring.
First, formal mentoring programs are typically focus on satisfying organizational rather than mentor/mentee goals. Second, in formal mentoring relationships, mentee/mentor pairing is a structured rather than a spontaneous selective process. And finally, in formal mentoring relationships there is usually a specified time frame for the attainment of organizational mentoring goals. 
Functions of Mentoring
This section summarizes the common functions of mentoring relationships. In positive mentoring relationships, mentors support their mentees through various roles and functions. Mentors may act as a guide, an ally, a catalyst, a savvy insider, or an advocate.
A guide shows the way, highlighting opportunities, pitfalls, and helping mentees learn from their experiences. They are available to help mentees work through difficult decision making and problem solving situations. The mentor acts as an ally when they provide the mentee with feedback on their behavior or demonstrate how the mentee may be perceived by others. This honest and timely feedback enables mentees to gain a clear view of their strengths and weaknesses, as seen by others. Allies are a sounding board for ideas, frustrations, and difficulties. The mentor acts as a catalyst when they are a creative motivator, the outside force that inspires the mentee into taking a specific course of action. The savvy insider is someone who has been around long enough to have "intuitive" knowledge of how things really get accomplished in the organization. They know which avenues are most readily available to help the mentee achieve their individual goals. Finally, the advocate creates opportunities for specific learning experiences. They champion the ideas and interests of their mentee and work to get the mentee increased visibility and positive exposure. 4 In this section we explored some of the roles and functions of positive mentoring relationships. The next section highlights common barriers to building positive mentoring relationships.
Barriers to Effective Mentoring
There are several factors that present barriers to effective mentoring. The purpose of this section is to make the reader aware of these barriers. Common barriers to effective mentoring relationships fall into four basic categories: Personal, organizational, environmental, and process barriers.
Personal barriers are stumbling blocks that one or more people bring to the mentoring relationship. Personal barriers include having a previously negative mentoring experience, being resistant to change, having a fear of the unknown, and various blocks to effective communication. Probably the two most prevalent personal barriers to effective mentoring relationships are attitude barriers and the unwillingness to participate in mentoring relationships. 5 Many of you have probably witnessed attitude barriers in action at one time or another. Some common examples include: "It is too timeconsuming/costly/risky"; "I already do that"; "I cannot do that because it needs an expert"; "I already get results"; "My staff is lazy"; or "The training department should handle that." Attitude barriers such as these get in the way of developing positive mentoring relationships. 6 The second most prevalent personal barrier is the unwillingness to participate in mentoring relationships. There may be several reasons why an employee is unwilling to participate in mentoring relationships. Some of the most common examples include an unwillingness to share knowledge, skills and know-how; a singleminded focus on their own careers and goals; an intensely competitive nature with other employees and an unwillingness to give up their competitive edge; and finally the attitude that "I paid my dues, you need to play yours". 7 Whatever the source, attitude barriers are the most prevalent barriers to effective mentoring relationships.
In addition to attitude barriers, there may be organizational barriers to contend with.
Organizational barriers include limited time and budget pressures; the view that mentoring threatens management's control; petty organizational rules; , organizational secrecy, a negative corporate culture; a managerial attitude that the staff is not worth training, employees may already be over-burdened with organizational bureaucracy and do not have time for mentoring; the precept since the positive effects of mentoring are difficult to measure, they do not exist; the argument that there are no previous mentoring examples to follow; employees may be resistant to a self-managed development program; and the training staff could feel their jobs are threatened. needs to be done, and practice as they will, they just can not to master the skill. Whether the skill is learning to ski or learning to manage people effectively, the frustration associated with repeated failures is real and intense. New activities frequently require a unique set of skills, a good coach, and a lot of practice to be fully successful.
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This chapter summarized the dynamics of positive mentoring relationships by examining their types, stages, and functions. It also discussed many barriers to effective mentoring relationships. The next chapter focuses on mentoring initiatives in the USAF.
Notes
Chapter 5
Mentoring in the USAF
The USAF has been a strong advocate of group and individual formal mentoring programs. General Fogleman, the Air Force Chief of Staff, said, "...we're going to develop a comprehensive game plan to institutionalize mentoring across the USAF. With the help of all interested parties, we can capitalize on mentoring to help ensure that the AF remains a ready team....". 
Conclusion
In today's fast paced, resource-constrained environment, the USAF needs to find more effective ways to assimilate, develop, and train future leaders. Positive mentoring relationships are an outstanding tool and are fundamental to the growth and development of USAF professionals.
This paper looked at mentoring from a developmental perspective. First, we established a common foundation for discussion by exploring the background and history of mentoring. We discussed at length, the differences between mentoring relationships of the 1980s and mentoring relationships of the 1990s. Next, we summarized the affects of positive mentoring relationships on the mentee, the mentor, and the organization-noting that mentoring builds a win-win-win situation. Third, we discussed the dynamics of positive mentoring relationships. Finally, we tied it all together by looking at examples of different types of mentoring relationships in today's USAF.
While conducting research on mentoring, there were several related research topics that were beyond the scope of this paper. First, in the survey, 50 percent of the female and only 7 percent of the male ACSC students surveyed indicated they were divorced an/or single. 1 of the male ACSC students surveyed indicated they were currently mentoring a junior military member. 3 What type of mentoring are they doing and why are these percentages so low?
Positive mentoring relationships will continue to be a politically "hot" topic in today's USAF. This paper discussed various aspects of these relationships and suggested that mentoring is a key factor in building, training, and retaining USAF professionals. General, Lieutenant General, and General. mentee. Anyone who receives knowledge, insight, perspective, or wisdom or is helped by another person in a relationship which goes beyond duty or obligation. mentor. Anyone who has a beneficial life-or style-altering effect on another person, generally as a result of personal one-on-one contact; one who offers knowledge, insight, perspective, or wisdom that is helpful to another person in a relationship which goes beyond duty or obligation. mentoring or mentoring relationship. A voluntary developmental, caring, sharing, and helping relationship where one person invests time, know-how, and effort in enhancing another person's growth, knowledge, and skills, and responds to critical needs in the life of that person in ways that prepare the individual for greater productivity or achievement in the future. power holders. The organizational decision makers-the leaders that have a significant influence in running the organization. protégé. For purposes of this paper, protégé is a 1980's term referring to a high-potential person under the patronage or care of someone influential in the organization who could further their career. sponsor. For purposes of this paper, sponsor is a 1980's term referring to a powerful and influential executive was an advocate and a protector to a protégé. Sponsors placed their protégés in visible positions throughout the organization and helped them succeed through one-on-one guidance and coaching sessions.
Notes

